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Use Financial Scorecards Carefully When Empowering Teams
The following is reprinted from Productivity Inc.'s Total
Employee Involvement (TEI) Newsletter, copy
right 1992. For more information about Productivity Inc.,
call 1-800-966-5423.

To see the total business picture, empowered workers
need information that’s relevant to activities they can
control. According to H. Thomas Johnson, professor of
quality management at Portland State University and
author of Relevance Regained: From Top-Down Control to
Bottom-Up Empowerment, if you deliver accounting infor
mation only, costs might go down and profits may rise.
But the results will be short-lived unless teams also
improve processes that affect customers.

TEI: If accounting scorecard can lead teams astray, where
should empowered teams look for their signals?
HTJ: If employees are looking for confirmation of their
improvement efforts, they have to listen to the voice
of the process and the voice of the customer.
Accounting systems are deaf to those voices; they
were never designed to hear them.
Statistical process control is a good tool for the voice
of the process, as long as variation is defined in cus
tomer terms. Whether they’re internal or external,
the real signals for process improvement have to
come from the customer. Your teams ought to talk
directly to customers.
At US Steel’s Gary Works, a handful of people who
had made steel for 20 years finally talked to cus
tomers and found out what made them unhappy.
They returned and galvanized action with people
they worked with every day. The results have
been like a half-dozen people turning around the
Queen Mary with a rowboat.
TEI: Isn’t there some value in sharing financial
information?
HTJ: It’s a good awareness-builder. But the real issue is
not cost-reduction: it’s generating revenue through
customer satisfaction, process improvement, shorter
lead times and flexibility. If you want to pay decent
wages and cover employee benefits, you have to look
at revenues, and the key to revenue generation is
customer focus.
Tracking costs with accounting systems does allow
you to successfully redeploy resources—space,
equipment and people—that get freed up as you
improve processes. But we don’t want to drive
people's actions with cost targets. When we do, we
encourage people to throw processes out of control.
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Actions taken merely to improve accounting targets
generally impair long-term competitiveness.

TEI: The press has recently spotlighted TQM failures.
What has gone wrong in companies where total
quality has come up short?
HTJ: Many companies see TQM merely as a series of
action steps designed to keep the troops busy and
convince customers that the right things are being
done. But too often, top management still prills the
strings, manipulating processes behind the scenes
while promoting TQM and teamwork to the public.
Essentially, top management has to talk about
learning capacities, not cost reduction. A work force
empowered to learn and innovate will remove the
constraints that increase cost and detract from
quality and customer satisfaction.
TEI: Isn’t it also a matter of long-term versus short
term thinking?
HTJ: To me, short term means a company is willing to
optimize within constraints. Long-term thinking
entails removing constraints altogether—not opti
mizing them—in the way we relate to employees,
organize the shop, and deal with suppliers and
customers. For the long-term thinker, the primary
problem is removing constraints that get in the way
of meeting customer demands quickly, with as few
resources as possible.
For example, many equipment companies accept
manufacturing changeovers as a given and merely
try to work around them. Long-term-oriented
companies, knowing the value of flexibility and
shorter lead times, work to eliminate changeovers
or drastically reduce the time it takes to do them.
You can remove this constraint in a short period
of time and see the results in the next quarter’s
financial statement.
TEI: What advantages does a process focus have?
HTJ: Process-oriented techniques, like process mapping,
make everyone, from the chief executive to the
janitor, see work as a system of interdependent
processes where people supply other people.
Everyone in the company should be able to articu
late how their work and the work of others links
and combines to satisfy the customer.
(For more information, contact H. Thomas Johnson
at 503-725-4771. You may obtain Relevance Regained,
Free Press: $24.95, at your local bookstore or by calling
1-800-323-7445.)

AICPA/ November 1993 ■ 1

My Boss Is a Screamer
by H. Peter deLisser
Anyone whose boss is a screamer knows what it feels like
to have their self-esteem attacked on a daily basis. It is
emotionally draining and spiritually demotivating
because tantrums (the things children do when they can’t
get their way) attack the four elements necessary to build
our self-esteem: (1) accomplishing the daily goals and
objectives we set; (2) being cared for and valued by
people important to us; (3) operating out of our own
religious, moral and ethical belief systems; (4) controlling
the events and circumstances of our lives.
A boss’ message like “Can’t anyone in your depart
ment do anything right?,” sent with strong emotions,
attacks our self-esteem in all four elements. Suddenly our
priorities are changed, our feelings about our own lack of
confidence is heightened, our expectations of how peo
ple need to be treated with respect are shattered and the
anxiety about the longevity of our job is increased. In
one shout, the boss disrupts our day, and probably our
subordinates’ day, as we scurry around harassing them
to overcome the perceived error.
Not to worry! At the moment she yells, we need to
internalize that strongly expressed emotions are ineffective
communications. To help her communicate effectively we
need to reduce the pressure on us. The first step is to be
aware of what is happening in the communication and
the second step is to use communication skills to balance
up the conversation.
Awareness
Being aware of what happens when someone yells
will reduce our self-imposed pressures when under attack.
Our first recognition is that when our boss raises his voice
to a threatening tone, he is fearful of losing control of a situa
tion. His raised voice may have nothing to do with us but is
his attempt to regain control of a situation he perceives to
be threatening to his goals, objectives or career. Although
not expressed, he may feel lonely, isolated—either of
which may cause humans to be upset.
Our initial reaction to being yelled at is to protect
ourselves. We fight to control our panic and fears. Our
second awareness then is not easy but is to mentally recog
nize at the moment she yells—she has a problem, not us.
“Can’t anyone in your department do anything right?”
sounds and feels like an attack, but is actually her way of
indicating her fright, disappointment or upset over some
thing happening to her. We may never know why she’s
upset, but one guess might be the error embarrassed her
with her boss or a client. Whatever the reason, she has a
problem she needs to get resolved and she’s going about

it by communicating in an inappropriate, ineffective
way—she yells.

Balancing Up the Communication
Why is yelling ineffective? Because yelling unbalances
the level of communication between us. Anytime anyone
misuses their knowledge (“I know more than you do”),
power (“I’m the boss”) or strong emotions (“You’ve
caused me a problem”), our self-esteem is under attack
and the result is we block, interrupt or misunderstand the
communication. It’s not easy to hear clearly and be cre
ative when under attack.
Balancing up the conversation requires he drop his
tone of voice to a normal range so we can logically solve
the problem. We need to respond to the real message
first, not the perceived one. The real message “Can’t any
one in your department do anything right?” sent without
emotion is “I’m angry and upset with performance.”
Which response has a quicker chance of telling him we
recognize he is upset: “Whatever we did really has you
upset,” or “What did we do?” The first response proves
to him we heard him, acknowledges he is upset and
indicates our willingness to listen. It has a calming effect
on him because it signals he is out of control (which he
doesn’t want to be) and allows him to correct his tone of
choice. The second response “What did we do,” probably
sent with concern and guilt on our part, misses the mark
and almost forces him to respond with a second emo
tional response like “you screwed up the inventory, etc.,”
which continues the attack on our self-esteem. We have
a choice to make when we work for a screamer—to
complete conversations with our self-esteem intact and
accurate information or feeling unappreciated and
confused as to the real problems to be solved.
If we can internalize that an emotional boss is throw
ing a temper tantrum, we may be able to control our own
feelings and maintain our self-esteem. If we can risk
helping him reduce his tone by voicing his upset, we will
reduce his fears and balance up the conversation so we can
talk as equals. Talking as equals is the only conversation
that solves problems promptly, effectively and builds
trusting relationships at the same time.

H. Peter deLisser, President ofProgressive Communications, has
coached executives for over thirty years to reach their business
and personal goals. Theformer national sales training manager
for Philip Morris, Peter also coached football at Williams College
and Columbia University. He spoke at the AICPA Fall National
Industry Conference last month.
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Selected Readings for Financial Executives—Series 2—All New Articles!
Those of you who purchased Selected Readings for
Financial Executives—Series 1 found that it included a
diverse collection of recent articles important to financial
managers. It also allowed you to earn 8 hours of CPE
credit in the process.
Once again, the Members in Industry Executive
Committee has selected over 40 recent articles, which
are now available for you in Selected Readings for Financial
Executives—Series 2. The articles capture the latest man
agement and technical wisdom on a wide array of topics
that can have a significant impact on your business. New
topics covered in this series include:
■ Environmental Liability: Legislation and Risk
Management
■ Employee Benefits Administration: Cost Manage
ment Strategies
■ Total Quality Management & Just-In-Time Manufacturing
■ Health Care & Elder Care: Communicating Benefit
Changes
■ Pension Funding & New Distribution Rules
■ Corporate Finance Alternatives: ESOPs, Junk
Bonds, VEBAs
■ Downsizing and Stress Management
■ FASB 109: Accountingfor Income Taxes
■ The COSO Report on Internal Control
■ Commercial Lease Pitfalls
The articles have been selected from such leading
business publications as Industry Week, Corporate Controller,

Corporate Cash Flow, Management Accounting, Sloan Manage
ment Review (MIT), Inc., etc.... They are also conveniently
packaged in two separate volumes, by topic, for reference
ease.
In addition to the articles, you’ll receive a compan
ion study guide to organize your reading. Through an
interesting question-and-answer approach, the guide
extracts the practical applications of the articles. It con
denses the material into easily-digestible chapters so that
you can absorb the key information at your convenience.
This popular and highly acclaimed self-study course
is a must for all executives who want to stay on top of the
latest issues. Still available: Selected Readings for Financial
Executives—Series 1.
To order, call the AICPA Order Department at
1-800-862-4272 (select sub-menu #1), Monday-Friday,
8:30 a.m.-5:30 p.m., EST.
This course is also available through your state
society.
Course Level: Update
Recommended CPE Credit: 8 hours
Format: Text
Series 2 (Product #731451QP) $79.00
Series 1 (Product #731450QP) $79.00
For prompt service when ordering by phone, please give
operator code QP.

Special Committee on Financial Reporting Highlights Initial Findings
“Our research indicates the critical needs of investors and
creditors are not being met by the current system of
financial reporting. We are considering ways that finan
cial reporting can be more responsive to meeting those
needs, but no decisions have been made at this time.”
These were the words of Edmund L. Jenkins, Chairman
of the AICPA Financial Reporting Special Committee,
who spoke to the fall meeting of the Institute’s govern
ing council.
Jenkins echoed this theme later that same month as
he met with the Members in Industry Executive Commit
tee (MIEC). He reported to the committee about the
work of the Special Committee, which includes two senior
CPA financial executives as well as representatives of
academia and national, regional and local CPA firms.
Their efforts to date have focused on what users (financial
analysts and lenders) would like to see. The Committee
will now work on determining how much of what users
want can be provided while remaining within specific
parameters as to what issuer companies can provide.
“In developing recommendations,” according to
Jenkins, “the Special Committee will be mindful of

cost/benefit considerations, including competitive and
legal concerns. The Committee has concluded that
information that would harm a company’s competitive
position should not be presented and that there must be
legal safe-harbors related to the disclosure of forward
looking information.”
Since the Special Committee is not a standard set
ting body, implementation of its recommendations will
require action by authoritative standard-setting bodies
such as the Financial Accounting Standards Board, the
AICPA’s Accounting Standards Executive Committee and
Auditing Standards Board and the Securities and
Exchange Commission.
The final report of the Special Committee is
expected by late spring 1994. In the interim, the MIEC
and its Professional Issues Subcommittee will monitor the
development of the recommendations to be included in
the report, providing input from the perspective of the
CPA employed in business and industry. Future issues of
FMR will bring you the information you need to keep on
top of proposed changes in financial reporting and their
impact on you and your employer.

Spring Industry Conference Planned for Arizona Resort
Mark your calenders now for the 1994 Spring National
Industry Conference. The popular program will be held
Wednesday, April 27th through Friday, April 29th at the
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Pointe at Tapatio Cliffs resort in Phoenix, Arizona.
Brochures will be mailed to all members in industry
in February.
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AICPA Tax Division—Which Issues Are Your Issues?
Do you work for a retail organization, which has concerns
about the proper reporting of employee tips under the
IRS’s compliance initiatives? Guess who is working with
the Service on articles to clarify the rules. A committee of
the AICPA Tax Division.
Maybe you work for a multinational corporation
which has concern about IRC Section 404A regulations
on foreign deferred compensation plans. Do you know
who provided expert input from the point of view of com
panies like yours? A committee of the AICPA Tax Division.
Let’s say the entrepreneurial juices have moved you
to start your own business. Despite what your uninitiated
friends may think, just because you're a CPA does not
mean you have an encyclopedic knowledge of the Inter
nal Revenue Code, particularly the provisions relating to
starting a business. Fortunately, the IRS knows whom to
turn to for practical advice when putting together a video
on the subject. The tax professionals who serve on a
committee of the AICPA Tax Division.
Or perhaps you’ve been asked to establish, modify or
take over compliance responsibility for your company’s
401(k) plan. You wish that someone would put together in
one place a book that contains information relating to
installation, administration, and implementation of
401(k) plans. Guess what? Someone has. A committee of
the AICPA Tax Division.
Finally, as a financial executive and a business per

son, you wish some enlightened and knowledgeable
group would take the lead in pointing out unnecessary
complexities in the U.S. Tax Code, and suggesting sim
pler, less burdensome ways to facilitate compliance. You
may not be aware that such a group already exists. They
are a committee of the AICPA Tax Division.
The Tax Division is staffed out of the Institute’s
Washington, DC office. AICPA Vice President Gerry
Padwe and the Tax Executive Committee direct the
efforts of 29 committees and 10 professional staff
members in meeting their objectives. The division
speaks for the profession on tax matters while remaining
mindful of the public interest. Special services and infor
mation are also made available to the 24,000 members of
the division’s voluntary member section.
The Members in Industry Executive Committee
is working with the Washington Office to help identify
areas of concern to CPAs in industry. They believe that
there are issues where the grass roots resources of the
125,000 AICPA members in business and industry can
be employed to achieve results. Future issues of FMRwill
highlight some of the activities of the DC office.
We’d like to get yourfeedback and input on legislative
and regulatory issues that you face as a CPA financial manager.
Direct your comments to Tom Lemmon, Senior Technical
Manager, Industry Member Programs, AICPA, 1211 Avenue
of the Americas, New York, NY 10036-8775.

Survey Says Independent Board Members Make Good Business Sense
Arguments about the need for companies to have
individuals on its board of directors that are independent
of management have generally centered around internal
control issues. The National Commission on Fraudulent
Financial Reporting (the Treadway Commission) and
the follow-up report of the Committee of Sponsoring
Organizations of the Treadway Commission, Internal
Control — Integrated Framework, have both identified
independent board members as integral parts of a sound
internal control system. The AICPA’s Board of Directors
has called for the appointment of independent board
members to audit committees of the board and many
large public companies already follow this practice.
Now a new study of “middle market” companies
seems to indicate that the benefits of independent board
members may extend to financing issues. According to a
study by Coopers & Lybrand, companies have a better
chance of obtaining capital to expand if they have an out
side board of directors. The 302 companies studied had
sales between $1 million and $50 million and were named
by the new media as being among the fastest growing in
the U.S. More than one-third relied on the impartial views
of their outside directors and thereby seemed to increase
their credibility with lenders. Thirty-seven percent of the
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firms with an outside board had recently obtained bank
financing. Only twenty-five percent of the firms without
an outside board were able to do so. The firms with
outside boards also paid less for their borrowed money.
We recommend two sources for guidance on finding
and using outside board members and improving the
effectiveness of audit committees. The AICPA’s Manage
ment Consulting Services (MCS) division’s Practice Aid
93-2, Assisting Clients to Establish an Outside Advisory Board,
contains information that can be as useful to a controller
or CFO, working as part of the management team, as it is
to a CPA consultant. Also, appendices I and K of the
aforementioned Treadway Commission Report offer
some good practice guidelines for audit committees.
They have been reproduced as Appendix E of the recent
report of the Public Oversight Board of the SEC Practice
Section, Issues Confronting the Accounting Profession.
To order the MCS Practice Aid, call the AICPA
Order Dept. at 1-800-862-4272 and ask for product
number 055141FM. The COSO report, Internal Control —
Integrated Framework, is still available from the AICPA
Order Dept. Product number 990002FM.
Contact the Public Oversight Board at 203-353-5300
to receive its special report.
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